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HIGHLIGHTS: 

• SELEC-D STATEMENTS hoH THE LITERATURE ON ' 
COLLABORATION AND COORDINATION 

lev:;. °f :oi!2o":u;°ri;rco°o^3-::?;r"^ r •^-^•^^--•^ ---^-^^ 

lected from literature on educational ch* documents were 

on, and social svs terns. Key st^tJ^t c^' "^"^S^ntent and organiza- 
ted. The resulti^^g collection ofT ' '^^'^ documents were 

phenon,onological approach) to df-terr'^'nf "''"^ "'^^ analyzed (using 

cu<..,ory, stateLont.s v; cUst^^-^d '''l'^''' '^^tegories. Within 

•Jeas systo:.ac:,-.:]v Tl'. c^f '"^ sequenced, In order to 
. -.j.>. nic^ categories are: 
•>■ 

® Planning; 
Commitment 

\ 

\ 

« Characteristics of Participating Organizations* ' 
o Power and Influence 
® Independence 

® Ta$ks . . 

® ComjTi-jnication 

® Innovation 
The information is oresenrpH -ir. ^-i • r 
the various perspectives of j„e "xters cUed " 

ofd"L^?i:-:J°^ '^"^-'y - ^i^-^y. or be 3 t„lt 

effort or ..t„ee„ or^'Ii^.t^Jf ^^Jr^f Ts°„"L' ^e„'cy?" ""^^"^^ 
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Plannin g 

® The assumptions stimulatine co^^a^n•»^,^• 

Shared resources and coo e^.M 1 J" A^T^?"^"°" 

^ffi^ especially when partlcipan h'v Produce a inorv_:orceful_ 

significant goal. "-cicj pant.-, have a common interest m 

(Rubin, 1980) 
® The increased in tensi f ica^l• nn «f ^ r 

(Aiken & Nage, 1968) 

e The time must be rlt.h^• 

action. '''''''' '^"^ a real need and readine.s to take 

(NWREL, 1930) 

« In initiating plenning/negotiation for collabor-Lln 

oe... J-aboirtiion, there musi 

- careful Jl^aJ^^^a^^ ^J^'^ ^^^^^ 

- anticipation rf^ar iTcG^L:" ' ^"^'^^ 

- establishment of in..r,,nn,, 1977) 

- ^^^^^¥^^^^^o:^lr:^^l^ 1969) 

- goal congruence between the new con ^ 

and the member comoonenf. L ^"^laborati ve organization 
components or agencies (Rubin, 1980) 

-ai wi^h'^iaj L^-e-is.^:::! i9Sf-^^^' 
L°t:rmi:eVr:rifj^L^°r^;it'h'%'^ ' i^^-" 

accomi-lishn^nLs t^at br ' a' 1 '""''"^^ '° 

, provide products O S rGice^that^o'ld'^^H"'^''""^ ^'^^'^ 
, se. ice.^ that would otheivise br ;'iiav£ilablp 

i • (Rubin, 1980) 

: ensure th.t more 1. „„t pr™i,ed than ea:. be delivered 
r -velop ae.lvUle. .or .a„l„3..1 pi3 1 SJa^lof Sns.eve , „e„ ■ 

.'Instead of planning awav ^rol I ^ ^ environment, 

toward a desired sLte ; ^'^'^ '^^ start planning 

•, . (Ackoff, 1977) 
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0 \Planning should be cor .,0 - - 
problems can be dealt v ' " 
"■edifications can b. mc ( , I 



° ^"ree barriers to succc ' ^ 

perspective of school sr ' o ° 

school planners, and (3) 

culminate at a ti.e .^f^ '^^-^ ^ ,^ 



Planning for incremental 



^nat "nanticipatec 
'-^ ^i^raprovements or 
•^'ng approach), 
-^-cr, J977: Ht athc ' 
~^77; Moore er a' 



-) the short-terra 
weakness of 
--'"-ng process to 
-de . 

'tn, 19 77) 

•ces risks. 

1977; Heathers ct 
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6 Organizati 
change sic 



. . . reduciti' 
anv new in 



do nor. mov»e flexibl)' tc 
no minimize uncertainr- 



ia::imi20> ef. i :cy, but 
i-rphy, 19^ 



of agency s-lack. 



Characteris lies of successful 

- investn^-r of participants 

- connni tmer.t beyond individur 

- commi tmar.L of individuals : 
of its relation to the orgr 
connnitmer : to the cqllahor: 

- priori tv ntatur for the- or 

The orgaiiirizL.Lonal manageim^nl 
be persuaded that collaborate 
conditions include: cadre c 
tiine and enc ^y; sustained s:. 
taken to es olish credibili: 



xeCL- tend to nry of 

nge ^cr thnn pr::;-::r i-Tufits. 
/lubin, 198C 

or::rrion incluc 
iiagans, 19 78 
(Pasmo-re et a u h78) 
•::asK. at hand and mn-rs tan ding 
onal mission (Crar 19 '7) 

rganization (Vasr . re et al. , 
1978^ 



rid ^operational sti 

is vantageoLis, so c 
ghl committed peopl 

^-rt powerful indlv: 
motivstion of active 
(Rubin, 1980) 



ust both 
aling 

^contribute 
als; steps 
res t. 



jss (Longreve, 1969) 
tlu^ organisation suT>rorting 



Encourage coOTiitment by: 

- establishing an initial s 
giving voice to advocates 

collaborEtioh (Crandall, 197-) 

- organizing advocacy :campaL ;ns , publicizing exemplary or 
innovari-- practices relating to th': alliance's goals, and 
wcrkir:. achieving a positive iiur^gu (Rubin, 1980} 



« The organiz^cion should provide clear rewards; for individuals 
involved in :he collaborative effort- 

(Gross L Mojkowski, 1977; 
Rubin, 1980) 

» The Rand study indicates that effective support from district 
staff and school principals ~ includes moral support illustrated 
by acceptance and approval of the project, reinforcement and 
enthusiasm toward teachers putting classroom improvements into 
practJ .e, and establishment of good working relationships between 
and among individuals and groups involved in the project- Practical 
support is illustrated by real coirimi tment of resources, provisions 
for training and on-going assistance, and classroom visits followed 
by constructive feedback. 

(See Berman et al., 1977) 
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Characteristics of Participatin g 
Organizations 

Organizations rarely collaborate as total entities 

(Rubin, 1980) 

There is a greater degree of complexitj-, more occupational 

diversity and, greater professionalism of staff in those organiza- 
tions with the most joint programs 

{Aiken & Hage, 1968) 

Organizations planning to„bec6mc involved in collaborating need 
to have: an organizational role def iuition , /flexibility , a focus 

external Issues, and a level of stability which encourages a 
freedom to risk 

(Gross & Mojkowski, 1977; 
Crandall, 1977) 

1*1 staffing a col l::bcrar ive project, the organjEatior. shou]d 
assign individualij wiio: 

~ are competent, have strong negotiating skills^ and 
who are not already suffering role overload 

(Gross & Mojkowskl, 1977) 

have a reservlor of personal energy to sustain progress 
I during setbacks and conflicts, and who have a wide re- 
^-^pa-rtoire . of systematic problem-solving skills (Crandall, 1977) 

An organization with no surplus reserves available could hardly 
afford joint programs . • • there must be some slack in the re- 
source base . . . before any cooperative venture is likely 

, (Aiken & Hage, 1968) 
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ft„.._JEsiJ.ure__^jji_collab lu which 

standard operating procedures dominate, role changes are "avoided, 
^d customary rituals govern 

(Rubin, 1980) 
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Power and Inf luer 



o If we are to understand organizations we -n.:: understand the nature 
of power and influence for they are the ;::sr. z by wliich the people 
of the organization arc linked to its pir—v-^r . . . Distinguish 
between influence (an active process) btl^ zh-- ability to influence, 
or power (a resource) 

(Ila-dy, 1978) 

o Power is a function of the dependence of one party on another. To the 
extent that power interferes with mutual cooperation it should be re- 
distributed 

(Pasmore, et al., 1978) 

0 In today's large and complex organizations the effective performance 
of most managerial jobs require one to be skilled at the acquisition 
and use of power 

(Kotter, 3977) 

. & Someone mu^t take the initiative to enEure that members are brought 
together, that collegial relationships are formed, that information 
is exchanged, and so forth . . . The strong leader in this instance 
will behave as an idea broker and consultant rather than a source 
of firm and final decisions 

(Louis & Sieber, 1979) 

o The high autonomy need of professional educators interferes with 
effective collaboration and innovation, as does the relatively 
high level of independence in performing the work 

(Derr, 1976) 

o Many groups will fight integration because it may mean a ]oss of 
orj^aniJiational autonomy and program visibility 

(Kelty, 1976) 

o Suggestions that they, share their sacred domains with other groups 
not only evoke noncooperation, but outright combativeness 

(Rubin, 1980) 

o Realistic administrators may insist on dealing with persons (from 
another agency) of their. ow>:» rank 

(Litwak, 1970) 

t/e If effective collaboration is to occur ... 

y - the organization needs to be socio-educational rather than 
bureaucratic (Trist, 1978) 

- competent and effective leadership is necessary (Rath & Hagans, / 
1978; Grosj & Mdjkowski, 1977) \ 
O - the concept of control should change from.supervision to / 
^ boundary maintenance (Trist > 1978) / 
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power *and influence. . .2 



Coordination is inhibited when therr- is a lack of strong leadership 
: and when those Involved have insufficient authority to influence 
decisions and actions 

(Kath & Nagans, 1978). 

/ 

a.; Collaboration calls for individuals and groups to share mutually in 
the decision making process and to negot iate solutions to issuei; 
of mutual concern 

(Kath & Hagns, 1978) 

o Decisions should be made by'consensus, nrt coercion 

(Thompson, 1980) 

© Coercion and dominance are barriers to collaboration 

(Trist, 1978) 

© Voluntary Involvemonr should bo tjicited when ncpsiblc 

(R;!bi-.i, 1980) 

0 Propositions for collaboration include: effective advisory groups 
are crucial; actions cannot, be imposed frpni the top down; there? 
must be a recognition that local needs are being met, 

(NWREL, 1980) 

Two characteristics for collaborative projects are: governing 
structure has egalitarian controls; clients served participate 
in planning 

(Rubin, 1980) 

o Failure to establish operating procedures that ensure equal power 
and participation will inhibit collaboration 

(Tbonpcon, 19'6\}) 

© Characteristics of effective collaboration include: each party's 
decision to become involved in the joint venture results from choice 
all parties have an equal stake in. activities , usually involving 
contributions of equal amounts of money, time and effort; all hr^ve 
equal stake in consequences (good or ill) 

' (Rath & Hagans, 1978) 

© Leadership within action sets will be assumed by the most powerful 
or influential organization, and the greater the concentration of 
power in the hands of one organization's authorities, the easier the 
action set coordination will be 

(Aldrich, 1979) 



I n t e rdepen den ce 

© When effective collaboration occurs , members act on the following 
assumptions : 

- participants share resources (Rubin, 1980) 

- each is dependent on other(s) for accomplishment of work that 
each .alone could not accomplish (Rath & Hagnns, 1978) 

- there is a willingness to align own purpose.^ with those 
others, and to negoriato mutually acceptable comnroinisus 
(Trist, 19 78) 

- there is a common understanding of roles and responsibilities 
(Rath fir iHagans, 19 78) 

- mutual adaptations in a number of different areas will bei:ome 
necessary (Aiken & Hage, 1968) 

- there are: 1) active working partnerships among individuals 
and organizations; 2) shared responsibility and authority for 
policy making; equal investment and benefits for participants; 
4) common understanding of expectations, responsibilities and 
conc.traints; 5) int ordf>i>fnrience in carryin- out a^tivitle;. 
(Thompson, 1980) 

© As implementation of the collaborative effort gets underway the 
following may become apparent: 

- organizations attempt to maximize their gains and minimize^ 
their losses . they want to lose as little power and autonomy 
as possible in their exchange for other resources (Aiken & 
Hage, 1968) 

- the key elements are equity and dependability: mercbers experience 
balanced outcomes in terms of reward for effort, depend on one 
another to provide goods and' services required to fulfill the 
contract on a tegular basis (Pasmorc et al., 1978) 

political conflicts over interorgani zational and intraorgonization 
al "tuirf" may develop (Rubin, 1980) 

leaders sacrifice a snail amount of autonomy for gains in staff, 
•funds, etc. (Aiken & Hage, 1968) 

- cooperation = exchange. If^ exchange taues placei and If agreements 
reached are perceived to be ..equitable, a cooperative systcim will 
develop (Pasmoro et al., 1978) 

some groups may be unwilling to share in decision making (and the 
related^ responsibili ty) /(Rath & Hagans, 1978) 

imbalance results in the more dependable group demanding greater 
rewards lor offering loss effort than the reliable , group (Pastnore 
et al., 1978) 
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Collaboration requires work restructuring, continual task re- 
definition 

(Fasmore pt al., 1978;' 
Rubin, 1980; Trlst, 1978) 

A serious barrier is the difficulty of coordination when tasks are 
not clearly prescribed (and they cannot be in the early stages) 

(Pasmnre et al., 1978) 

Collaboration works most easily when tasks are straightforward 

(Crandall, 1977) 

When collaboration is effective, there is a common understanding of 
expectations of what eii^ch ±f to do, including knowledge of 
constraints under which each is working 

(Ksth ^ V.-^p^nv^, 1978) 



There should be careful sequencing of t«3 
of labor 



sks and specific division 

(Gross & Mojkowski, 1977) 

Attempting tasks that i : i fu- bstantiallV reduce the Independence or 
visibility of any sir- -zation will increase resistance by 

participants. 

■ (Tr^st, 1978) * 

Coordination efforts requii^^ M.ncentration on the contributlve 
nature of tasks. 

(Pasmore et al., 1978) 



CoTnmunicat.\on 



More highly differentiated organizations, which are characterized by 
decentralization and autonomy between departments, require greater 
efforts and a larger num'ber of formal mechanisms to achieve in- 
tegration 

(Lawrence Lorsch, 1967) 

The dispersed client-centered organization appears to require an 
organizational structure that maximizes the flow of information between 
the various members rather than relying on rules, aod standard procedures 

(Louis & Sieber, 1979) 

In collaborative ef forts connnunicaLion should emphasize information 
sharing rather than direction giving and strive for a network structure 
of control | 

I (Pasmore et al . , 1978) 

It would appear t:ir»V it rov^ iTr.p<;:lrd»u /or tbc n\^'-u;g:r tc gel 
inionnation quickly and ef Ticiently th.iu than to get it formally 

(Mlntzberg, 1973) 

Social networks are extremely important in the transmission of 
information - ^ 

; \ (Louis & Sieber, 1979) ' 

The support and Influence of peers might; be of equal or greater 
importance than communication with a supervisor 

(Loui£4 & Sieber, 1979) ; 

Encouragement of lateral communication Vill reduce the burden on 
supervisors and expand the^ problem-solving resources available to 
the organization 

(Louis. & iiieber, 1979; 

' " " Tasmof e r~et ai. , " 1 97 8 ) 

\ ' ^ 

While informal communication is very important, it is also essential 
to maintain formal structures to promote collegial decision making 
snd exchange of information. Where there are few or no formal i 
structures that promote collegial decision making and exchange of 
information, the informal structures will become attenuated ot 
weakened 

(Louis & Sieber, 1979) 

A prerequisite of formal rationalization is effective communication, 
a condition that cannot be taken for granted in a ^dispersed 
organization \ 
: ^ (Louis & Sieber, 1979) 



communication .2 . 

/' 

© Under circumstances of imperfect knowledge, some ' decisions will un- 
doubtedly be irrational 

(Aiken Nage, 1968) 

© When field staff do riot communicate with senior nianagers! (for whatever 
reason) organizationa] i|nLelligence and decision making may suffer 
seriously 

(Louis & Sieber, 1979) 
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, Innovation , ' 

When coordination or interorganization collaboration is a new area 
of activity, the research pn implementation of innovation is relevant. 
A ^syntheses of that research, in terms of the processes to bo employed 
by those involved, results in three clusters of factors: general 
(which includes the dimensions of resources, focus of change, planning 
and support), communication, and training and assistance. Barriers 
and facilitators are identified in many studies for eacii cluster of 
factors (see three related tables). 

In planning and implementing a new effort, such as intergroup 
coordination, phases of- activity are likely to loop, spiral, or 
run in support of another at the same time. These phases ar^: 

- 'Identify/modify constraints/opportunities 

- Mobilize support \ 

-Engage in planning , / Wich provision for 

• irovjdp training and .-jsGi-itanci- . S apc^oprlnte : . ■ 

.- Iii^plemeut incrementabJy by, topic, "site, / cominuriiccition partic^pj 
population, or organizaLional uhii . ' J ^ion motiv;iuion 
f - Design and conduct monitoring j. 

(Roberts,. 1978) 
Evolutionary stages of collaborative effort are:' 

- formulation = determination of common interests, commitmeni:, 

leadership by "a few dedicated people" 

- maturation = issues of purpose are resolved, policies develop 

- permanence = proven recore of success leads^ to high credibility 

and long-term success 

•(Rubin, 1980) 

People generally accept- innovations Tnore readily if they undorstarid 
them, regard them as relevant to their particular situation, and 
also help to plan them 

(Morrish, 1976) 



Table 11~ 
Processes - General 



Facilitators 



Resource coordination^ 

Optimal use of time 6 other resources* 

Resource cooimltment 

Access to resources* 

Flexible/coordinated use of funds 

User need focus* 
School site focus 

External/internal collaboration* 
Reciprocal feedback* 
Consistency of policy, connaltment 
■Ext-^r.V.l/l itovnnl sla?ulz;tior4* 

Ongoing planning* 
Goal consistency* 
Me&nihgful goals defined* 
Operational objectives structured 
Planning capability 
Agreement on needs/problemis* 
Requircnent for task-relevant decisions* 

• ^ 

Mobilization of support* 

- commitment, approval 

- problem solving motivation* 
• recognition of need* 

- coalitions .built for improvement 

- i!se of «d;rjniscrativc| frfluence* 

- community support* 

- removal of regulatory obGtacl(is 

- "bottom-up" input 



^"strong" items 



Barriers 



Insufficient resources* 
Inefficient use of time* 
Resource rationing 
Unavailable resources* 
Lack of guaranteed funds* 

MandEted change* 
District focus 

.Conflicting external/internal Interests* 
Change in external policies 
Inefficient/inflexible external policies 

Fcov e>.te/rnal/ini:ain..J cc^inamici.f icr* 

Short-term perspective 
Conceptual confusion 
Goal ambiguity 

Confusing/overly ambitious goals 
Lack of planning capability* 
Conflicting interests 
Uncertainty 



- opportunistic motivation* 
-stability* ' 

- vulnerability* 

- Irectia ^ 

- ineffective communiLy support* 
r "top down" impositiou* 



(Roberts, 1978) 



Table 12 
Proce'soes - Conmunication 



Facilitators 


Barriers 


Participation by all involved* 




Cross-level conf 1 let* 


Use of informal networks 




Impact of rank & status 


Interactive decision making* 




Teachers' lack of knowledge. 


Perceived influence in decisions* 




Teachers' lack of influence* 


Task^relevant decisions* 




Face- to- face communication* 







skill 



Role clarity* • 
Functional leadership 
Democratic leadership ' 
Use of task and maintenance skills* 
Capability in conflict resolution 



^"strong'* items 



(Roberts, 1978) 
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Table 13 

Processes - Training and Assistance 



Facilitators 



Use of synergy 

- demonstration* / 
experiential learning* 
psychological reinforcement* 

- face-to-face communication* 

- quality materials/clear information* 

- concrete activities/assignments* 

- feedback mechanisms* 

- regular/frequent in school meetings* 
_ T._cross- school meetings 

- mutually agreed assessment measures* 

Use of incentives 

- recognition for accomplishment* 

- insert/ice credit* > 

- l>^rcei'ved achievement* 

- opportunity for professional growth* 
; - increased "responsibility* 

-- allowance for individual difference's 

- allowance for release time 



Barriers 



Role confusion* 
Role overload* 
Vulnerability* 



Isolation* 

Early/threatening evaluation 
Invf f?5bilitv 



Threat of punishment 



Variability 

Teachers* lack of time 



strong" items 



(Roberts, 1978) 
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